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The primary intent of this paper is to assess the
organizational structure and functioning of the Office of
Family Assistance of the Social Security Administration,
Department of Health and Human Services, Region IV, Atlanta.
In particular, the staffing problems associated with its
organizational structure are addressed. An attempt has been
made to recommend and discuss alternative solutions to the
current structure, in order to establish a more effective and
efficient organization. In an attempt to efficiently deliver
better services to the ever-increasing rolls of AFDC recipe
ients, cost is also addressed.
The past fifty years has feeen an increase in the niim-
ber of programs available to the public. During that time,
there has been substantial growth in both the number and per¬
centage of recipients of AFDC. Based on current population
trends and greater life expectancy along with the economic
uncertainties of today, the programs will continue to grow
over the next several decades.
For the survivors of insured beneficiaries, children,
disabled and economically disadvantaged, this program is a
very important one that must continue to grow as the needs
of the recipients grow.
The study employed the methods of participant
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I. INTRODUCTION
The primary goal of this paper is to examine the cur¬
rent structure of the Social Security's Office of Family
Assistance in Region IV, Atlanta, and problems associated
with staffing patterns.
Since its inception, government employment has grown
from a minuscule size to one that now constitutes a major seg¬
ment of the U.S. labor market.^ One out of every six jobs in
the country is a government-related job. Under the Articles
of Confederation the government only employed a few employees,
but with the adoption of the Constitution in 1789, an execu¬
tive branch was created from which the present giant emerged.
Originally, growth was very slow; as late as 1816
there were as little as 5,000 full and part-time civilian
employees in the federal service. Following the Civil War
greater growth began and by 1871 there were over 50,000 federal
employees and by 1881, only ten years later that number had
2
doubled to 100,000 civilian federal employees. The fastest
growth occurred between 1931 and 1945 following World War II
where the workforce climbed to nearly four million. Along
^U.S. Department of Commerce, Census Bureau Pxablica-
tions, Historical Statistics of the U.S.; Colonial Times to




with this increase in staff came an even larger increase in
the size of the federal budget. In 1947, the federal budget
was at $55 million; in 1978 it was estimated to be $460 bil¬
lion. In 1984 President Reagan stated that the U.S. was
spending $2 billion a day, $1,140,000 a minute and about
3
$23,000 a second.
One of the major reasons cited for the large growth
experienced by the federal government since 1931 has been the
Social Security Administration with its ever-increasing num¬
ber of recipients and beneficiaries. Though the Social Secu¬
rity Administration is only part of the federal bureaucratic
system, it represents a sizeable organization. This paper
examines the Office of Family Assistance of the Social Secu¬
rity Administration as an example of what can be done to re¬
structure the federal system for the effective and efficient
provision of services to meet growing public needs.
3
Ronald Reagan, Weekly Compilation of Presidential
Documents (Washington, D.C.: Office of Federal Register,
National Archives and Records Service, 16 January 1984), p.
46.
II. THE PROBLEM AND ITS SETTING
The Agency
The Office of Family Assistance (OFA) is a unit of
the Department of Human Resources and Social Security Admin¬
istration. OFA is a forty-seven (47) year old public assist¬
ance agency. In its initial stages in 1939, the program was
administered by a small bureau of public assistance under the
Social Security Administration. lii 1962 the program was
4
renamed the Bureau of Family Services. The Bureau of Family
Servcies employed 393 employees that were divided proportion¬
ately among Washington, D. C. and eight regional offices
across the United States.
On January 28, 1963, HEW Secretary Celebrezze sepa¬
rated the welfare program from the Social Security Administra¬
tion and created a new welfare administration under Health
Education and Welfare (HEW). In March of 1977, the Secre¬
tary of HEW, Califano, placed responsibility for the welfare
program with other cash assistance programs such as the energy
program, monetary public assistance program for states, etc.,
back into the Social Security Administration.' During Cali-
fano's term as Secretary of HEW, the former assistance
^U.S. Department of Health and Human Services, Social
Security Administration, Office of Family Assistance, OFA
Handbook Guide, Regional Office Publication (Washington, D.C.:
Government Printing Office, 1980), p. 2.
3
4
payments administration of the Social and Rehabilitation Ser-
5
vice was renamed to the present Office of Family Assistance.
Under this new alignment the OFA had six program
offices and a welfare management institute located in Wash¬
ington, D.C. In each of the regional offices there were
Assistant Regional Commissioners for Family Assistance and
individual staffs, who all report to the Regional Commissioner
for the Social Security Administration. (The title of Re¬
gional Commissioner was later changed to Regional Administra¬
tor.) The Associate Regional Commissioners'responsibilities
included day-to-day liaison with the state agencies adminis¬
tering the public assistance programs.
As stated, this study focuses on Region IV, Atlanta,
Georgia. Under the new OFA structure. Region IV is the larg¬
est unit of OFA. It is comprised of eight southern states
which include;
(1) Alabama (5) Mississippi
(2) Florida (6) North Carolina
(3) Georgia (7) South Carolina
(4) Kentucky (8) Tennessee^
Internship Experience
The internship was served with the Office of Family
Assistance (OFA) of the Social Security Administration in




grade of GS-5 and the title of Management Assistant. Direct
supervision during the internship was provided by the Re¬
gional Administraror.
The internship experience afforded the writer the
opportunity to interact with all members of the organization.
In addition to the direct supervision of the Regional Admin¬
istrator, the writer had the opportunity to work with the
Financial Management Specialist (FMS), State Program Officer
(SPO), Program Analyst (PA), Lead Secretary, Manpower Manage¬
ment Specialist (MMS), and Family Assistance Program Spe¬
cialist (FAPS). The intern was thus able to directly observe
staff members in the performance of their duties. The writer
was able to gather information from the staff that had not
been addressed to the Regional Administrator.
The initial internship assignment was to accompany
the Financial Management Specialist for the State of Georgia
in conducting a review of all uncashed checks. Other per¬
tinent assignments made it possible to work first-hand on
many other facets of OFA program delivery. Included here
were (1) compilation or review of state and federal statis¬
tical reports, (2) review of OFA travel, (3) attendance at
energy conferences and subsequent reports to the Regional
Administrator regarding applications of conference informa¬
tion to the more effective delivery of energy programs, (4)
attendance at State of Georgia and OFA conferences, and (5)
review of OFA personnel records and administrative procedures
to foster understanding of the OFA organizational structure
as well as its overall functions.
6
Appendix 1 contains the internship job functions.
Placement of the intern is shown in Figure 1.
FIGURE 1
ORGANIZATIONAL STRUCTURE OF OFA, SEPTEMBER 1985
SPS- State Program Specialist




Source; U.S. Department of :Health and Hiiman Ser¬
vices, Social Security Administration, Office of Family
Assistance, Family Assistance Regional Handbook Guide,
Central Office Publications (Washington, D.C. Government
Printing Office, 1980), p. 21.
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Statement of the Problem
The chief problems found in the Office of Family
Assistance were the organization of the unit and the utili¬
zation of the staff. To illustrate this, the writer points
out the wholesale growth of OFA and the services it provided
post the Nixon administration. President Nixon’s administra














Region VI Dallas, TX
Region VII Kansas City, MO
Region VIII Denver, CO
Region IX San Francisco, CA
Region X Seattle, WA
Source; U.S. Department of Health and Human Services,
Social Security Administration, Office of Family Assistance,
Family Assistance Regional Handbook Guide, Central Office
Publications (Washington, D.C.; Government Printing Office,
1977), p. 3.
The division of the offices across the United States
brought about more employment opportunities and thus created
an overflow of employees in the agency. This action also
generated a lot of higher grades in the established positions
and created new higher level positions to be filled. The
agency at this point was unconcerned with cost effectiveness.
When there is growth in an organization, careful planning
must be done in order to prevent loss of production. The
8
staffing problems now being experienced are a result of poor
planning by the OFA organization.
As previously stated, the number of employees grew as
did the public it served. In 1977 during the incorporation
of OFA into Social Security there were only thirty-seven (37)
employees in the Regional Office of Family Assistance. In
1978 there was a total of forty (40) employees. In 1985 the
Office of Family Assistance employed sixty-one (61) employees.
This marks an increase since 1977 of twenty-four (24) employees
to serve the current and past eight states that comprise
0
Region IV.
The sixty-one (61) employees range from grades 4
through 15 and are representative of minorities as well as
white males.
Detailed Identification of the Problem
When looking at the increase in staff in OFA over the
years that followed the Nixon administrations division of OFA
into ten regional components, the question arises as to the
need for restructuring the current organization as it relates
to staffing. The initial purpose or mission of The Office of
Family Assistance as stated in the Family Assistance Regional
Handbook Guide;
To assure that the financial and social needs are
met for those persons who are unable to provde a
reasonable subsistence level for themselves; to
assist those who are requesting or receiving public
O
Interview with Melvin Gay, Office of Personnel
Management, Atlanta, Georgia, 5 May 1985.
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assistance to achieve or maintain a reasonable
degree of self-detexnmination and independence;
and to assist those persons in becoming econom¬
ically independent through self-support consis¬
tent with their capabilities and opportunities.9
This mission statement does not take into account
the many state-administered programs now in existence. Ques¬
tions pertaining to the utilization of manpower resources
under the current OFA structure can be raised. Has the OFA
utilized manpower planning wisely or effectively? The major
problem areas which exist are staffing and service efficiency
A primary focus of public administration has been the
need for planning in all phases of both the public and private
sectors. Traditionally, management has utilized the planning
process as little more than a crisis management technique.
This has presented a problem in that poor planning in the
Regional Administrator's Office in conjunction with poor plan
ning in the Central Office of Family Assistance has led to
widespread over staffing. Specifically, the problems to be
investigated are the duplication of assignment, ineffective
and inefficient staffing and the overall organization of the
Region IV unit of Family Assistance. The eight states that
comprise Region IV are (1) Alabama, (2) Kentucky, (3) Tennes¬
see, (4) North Carolina, (5) South Carolina, (6) Florida, (7)
Mississippi, and (8) Georgia. Each state has its own state
team. These teams consist of:
Q
U.S. Department of Health and Human Services, Social
Security Administration, Office of Family Assistance, Family
Assistance Regional Handbook Guide, Central Office Publica¬
tions (Washington, D.C.: Government Printing Office, 1977),
p. 4.
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1. state Program Officer
2. Program Analyst
3. Financial Management Specialist
4. Family Assistance Program Specialist
5. Statistician
6. State Program Specialist
7. AFDC - Supervisor
8. AFDC - Quality Control (QC) Specialist
Teams are headed by the State Program Officers and
are overseen by the Quality Control unit which has two per¬
sons assigned to each state under the title of Quality Con¬
trol Specialist, along with a Supervisor and a Branch Chief.
In essence, then, there are as many as ten (10) or more per¬
sons operating in one state that has state-administered pro¬
grams. This situation is symptomatic of a lack of or poor
planning and cost analysis.
III. LITERATURE REVIEW
On June 29, 1934, President Franklin Delano Roosevelt
appointed a Coininittee on Economic Security to study the prob¬
lems relating to economic security and to make recommendations
for a program of legislation.^^ This committee's report,
dated January 15, 1935, was accompanied by a draft of the
bill which, with some changes, became the Social Security Act.
One of the main thrusts of this act was to provide adequate
financial support to the forty-five states that had enacted
children aid laws, generally referred to as the "mother's
pension laws."^^
Until 1962, the Federal/State Aid for Dependent
Children program was popularly known as Aid to Dependnent
Children (ADC). The Social Security Act of 1962 changed the
name of Title IV to "Grants to States for Aid and Services to
12
Needy Families" and substituted the phrase "Aid to Families
with Dependent Children" (AFDC) for "Aid to Dependent Chil¬
dren. " Thereafter, AFDC replaced ADC as the acronym for the
program.
^®U.S. Department of Health and Human Services,
Office of the Secretary, UFA Central Office, A Historical
View of the Office of Family Assistance (Washington, D.C.;





In reviewing relevant literature a rather logical and
simple statment seems appropriate:
In any organization, some degree of planning
must be done to forecast future need for human
resources, mechanisms should be developed and
implemented that would facilitate the evaluation
of the adequacy of present manpower supply to meet
those future needs, and provisions should be estab¬
lished when demand exceeds supply, this is the task
of manpower planning.
Hammond addresses this preoccupation with service
14
delivery. While focus here is on the health care industry,
the principles can be applied to any public service delivery
system. The article notes thcit the health care industry has
become the largest industry in the United States and employs
more than three (3) million people. In addition, the general
populace is expecting more and more from the industry as they
are expecting more and more from federally subsidized social
services programs such as OFA. An important study was con¬
ducted by the Social Security Administration in 1976 upon anti¬
cipation of the incorporation of the family assistance group
into SSA. The study consisted of a review of current and pro¬
posed family assistance functions and position descriptions as
well as interviews with each of the then thirty-two (32) staff
members.
13
William Crouch, Local Government Personnel Adminis¬
tration (Washington, D.C.: International City Management Asso¬
ciation, 1976), p. 43.
14
Robert S. Hammond, "Unified Approach Needed to
Contact Persisting Manpower," Journal of the American Hospital
Association, Vol. 51 (April 1, 1977), reprinted 1985, pp.
48-49.
13
The findings of this 1976 Review Board study were
the same as the problems associated with many federal
agencies. The reviewers found that (1) management and labor
had communication problems, (2) there were many areas with
overlapping responsibilities, (3) management was under¬
involved in all branches of family assistance, and (4) over¬
supervision was not advocated, particularly since most of
15
the staff IS composed of high level professionals. To
further illustrate the problems associated with the study of
OFA, Exhibit 1 shows major areas and their findings.
Simon notes that in both commercial and non¬
commercial organizations the input factor can be largely
measured in monetary terms unless of course it relates to
16
the input or output of employees. Simon goes on to point
out that the tasks to which employees are assigned are
neither equal nor an accurate measure of input in an organiza¬
tion where employees welfare takes its place among the organi¬
zation's objectives. L.C. Megginson,on: the other hand, suggests
that if an organization is to be successful, it will have to have
a reservoir of talent to fill positions in the upper echelon
^^U.S. Department of Health and Human Services,
Office of Regional Commissioner, Social Security Administra¬
tion, State Review of Family Assistance (Washington, D.Ct.;
Government Printing Office, 1977), p. 1.
16
Herbert A. Simon, Administrative Behavior: A Study
of Decisioh Making Processes in Administrative OrganizatiohsT
3rd ed. (New York: The Free Press, 1976), p. 174.
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EXHIBIT 1
KEY FINDINGS IN 1976 REVIEW
Area Findings
1. Financial Management Professionals were duplicating
the clerical work of their
assistants, although they Ad¬
mitted that the work done by the
assistants was timely and
accurate.
2. Assistance Payments Although the states are dif¬
ferent and the personalities
involved differ, there are
commonalities. After the
routine duties have been accomp¬
lished, management should pro¬
vide guidance and direction to
the staff in other areas to which
they should direct their atten¬
tion, i.e., the administration
of the program at the county or
local level, the management prac¬
tices of the states, work flow,
etc. Presently, the staff seems
to be more of less "Self-employed”,
each doing as much or as little
as each staff member desires.
The same under-involvement
is apparent in this branch as in
other branches. For example,
management provides no leadership
to the staff to make their slack
periods productive. The staff is
allowed to wile away slack time
between sample periods persuing
activities of their own choosing.
3. Special Initiatives
Branch
Source: U.S. Department of Health and Human Servies,
Social Security Administration, Social Security Administra¬
tion Regional Commissioner's Review (Washington, D.C.: Govern¬
ment Printing Office, 1976), p. 26.
15
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of the organization. Further, according to Megginson, if
an organization is to be viable, cost must be taken into
account. To Megginson, the federal government is experienc¬
ing problems largely because it is a non-profit making
organization and does not have to look at the return on
18
investment (ROI) as does the private sector.
Megginson illustrates his theory of cost as it
relates to staffing an organization by suggesting that a work
team is a group in action that is composed of a number of
individual members with unique personalities. In order to
strengthen the group, the caliber of individuals hired must
be improved. Megginson feels that it is impossible to improve
the collective group except through improving the abilities of
its component members.
Megginson merely suggests here that in order to reach
full efficiency and effectiveness in an organization, financial
management must be an intricate part of the planning process.
To place individuals with unique talents and abilities in
positions to guide others requires costs. Duplication of work
by the professional and clerical staffs are signs of ineffec¬
tive management which may result in ineffective and inef¬
ficient financial management.
17
L. C. Megginson, Manpower Planning and Forecasting;





The 1976 Review also reported that the staff of OFA
failed to demonstrate any attentiveness to the areas of
special studies, administrative review, or analysis of reports
or findings. In order for management to become effective, it
must address major areas of concern to its constituents, the
local and county level administrators, as well as other out-
20
side offices effected by OFA decisions.
When there are excessive time lags between state
reviews by the staff and there is in fact idle time where
employees are not preparing or finalizing reviews, employee
time should be devoted to special studies that could enhance
more effective service delivery. The special studies could
21
in essence enhance the overall performance of the employees.
This could also be an important time for individual training,
audits and corrective action committee activities that would
provide future guidelines for employees to do a more efficient
and effective job.
The 1976 review of OFA clearly indicated that OFA
management needed to coordinate and direct the attention of
employees toward studies to enhance their overall performance.
The 1976 review stated that OFA also needed to further inter¬







Coiranunications were also found to be insufficient on
all levels. For example, branch meetings were not conducted
in a top-to-bottom manner with information flowing in both
directions. There were no centrally located bulletin boards
for all employees. OFA state staff were not involved in or
attending state meetings. Incoming materials were not being
distributed to all sections for which the information was
intended.
Communication in any organization is a vital element
to the success of that organization. The term communication
has been addressed in many different ways by many authors.
Miller and Buckley state that communication is distorted as
it is passed down. Alvin Dodd suggests that the biggest
22
problem with management is communications. Dodd further
contends that the purpose of communication, in the broadest
sence, is to effectuate change; that is, to influence some
type of action. Ih' an organization, employees must be trained
and persuaded to work for the firm; they must be oriented,
assigned tasks, and motivated. All of these activities, Dodd
suggests, involve innumerable communications that are initiated
23
by numerous persons.
Dodd incorporates the federal government into his
study as well by suggesting that if larger enterprises such
22
Alvin Dodd, Principles of Organization (New York:




as the federal government are to operate with adequate com¬
munication, there are a few barriers that must be addressed.
These include:
1. Badly expressed messages
2. Faulty translations
3. Loss of transmission
4. Inattention
5. Unclarified assumptions
6. Insufficient adjustment period
7. Distrust of communicator
8. Premature evaluation
9. Fear 2410.Failure to communicate^
Direct observation by the writer revealed that com¬
munication remained a problem in OFA in 1985. Communication
is a vital link in successful management, and must be ad¬
dressed vertically and laterally throughout the organization.
Another important study was conducted in 1982 by the
Grace Commission.
In a news conference February 18, 1982, President
Reagan proclaimed that the intolerable spending by the federal
25
government had to stop. Headed by Peter Grace of the Grace
Corporation, the committee of business and civil executives
was charged with finding ways to "better organize the federal
government." The commission was concerned with two major
questions specifically regarding OFA; ‘ (1) Can the Office of
Family Assistance effectively supervise state programs and




^^The President's News Conference of February 18,
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(2) Can effective supervision result in significant savings
when OFA is budgeted at $22 million, and Aid to Families with
2 6
Dependent Children (AFDC) state programs cost $1 billion?
The Grace Commission's findings of OFA were published
along with forty-seven other Grace Commission reports and
revealed many of the same flaws as the 1976 review of OFA. In
particular, the Commission took exception to OFA's philosophy
27
and management style, which had been mandated by legislation.
The Grace Commission found that OFA's functions in¬
cluded interpreting legislation and providing technical assist¬
ance. However, there was no real role in supervising the act
tual administration of the program. Grace goes even further to
state that their findings in this area were confirmed by the
OFA Associate Commissioner during an interview with the Grace
28
study team.
One very important point made by the Grace Commission
is that unlike the other programs in SSA that are federally
operated, the AFDC program which is overseen by OFA, is ac-.
tually administered by the states. Therefore, the only func¬
tion of OFA is that of policy interpretation and technical
support. Grace contended that this role does not contain the
2 6
Ronald Reagan, "Commission on Private Sector Surrey
on Cost Control in the Federal Government," Federal Register
18 No. 2440, 18 February 1982, p. 187.
27 . .
U. S. Commission on Government Inefficiency, Peter
Grace, Report to the President; Final Report (Washington,
D.C.: Grace Commission Publications, 1983), p. 45.
28 Ibid.
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additional responsibility of supervision in implementing the
policy that has developed at the federal level.
The Commission further illustrates the relationship
between OFA and the states by citing that the current federal
administrarive policy is to have the states run the AFDC pro¬
gram at the level closest to the recipients and not have a
federally run program.
It must be noted that President Reagan has often indi¬
cated that he would like to have the states handle more of
the social programs now handled by the federal government.
Reagan believes that the budget could be greatly reduced if
the states had full control over such social programs.
The Office of Assessment (OA), the General Accounting
Office (GAO) and the American Public Welfare Association
(APWA) agree that there is little federal involvement in
29
actual program operations. Each state operates its AFDC
program differently in accordance with the individual states'
philosophy. To illustrate the problem as seen by these agencies,
the states' administration of the program has led the federal
government to reimburse them just under $1 billion in adminis-
. 30
trative costs over and above the costs of actual AFDC benefits.
Administrative changes were also addressed in the Grace
Commission Report on OFA. The report pointed out that constant
29lbid.
30
U.S. Department of Health and Human Services, Social
Security Administration, Of fice of Management, Budget and
Personnel Annual Cost Review (Washington, D.C.; Government
Printing Office, 1983), p. 26.
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changes in the top administration of OFA, which Grace attri¬
buted to political considerations, resulted in a lack of con¬
sistent direction, staff demoralization and poor management
control. To Grace this affects the overall effectiveness of
OFA.
Equally important, as indicated by the study of OFA,
is the fact that the control over the grants to the states is
largely dependent on the states own audit systems. The Cen¬
tral Office of OFA is fully responsible for honoring the
request but contends that their staff is too small to oversee
all audits. It should be noted here that the OFA does however,
review state prepared reports on a quarterly basis but that a
more careful and a more detailed review should be undertaken.
As a result of the Grace report, it was concluded by
the Grace Committee that the policy interpretation and communi¬
cation role within AFDC administration and OFA supervision did
not justify a "stand alone" entity within SSA or any other
organizations. Grace stated that OFA appeared to be acting as
a funnel through which federal funds are dispensed to the
states. The question posed here by Grace is: "If their role
is to cQhtinue to funnel such monies, the question arises as
why $32 million is spent annually to maintain this organiza¬
tion.
The study further suggests that the organization is a




federal administration's control could lead to a substantial
reduction of the $1 billion in state-administered cost with
the government paying 50 percent. Grace contended that other'
wise the organization is not viable, and nothing more than a
"clearinghouse."
The Grace study concludes by saying:
There is apparently a 'rubber stamp' philosophy in
the quantity of monies to the states. The federal
government is dependent upon the states for audit
and accuracy of the information. If there are
problems in the state monetary requests, the OFA
is unaware of them, since it cannot adequately
monitor or audit the financial statements ....^2
The Grace Commission strongly felt that the state/
federal relationship was one that should change. The OFA
should be given legislative powers to closely scrutinize all
monies spent in the AFDC programs. The report pointed out
that in FY 1983, $32 million was budgeted for OFA administra¬
tive expenses. Close to $1 billion was budgeted in 1982-83
for the state's administrative expenses. Grace suggested
that this amount can be reduced.
Key Organizatibnal Eletnehts
Simon and others through various studies have ad¬
dressed many of the problems that can be associated with the
Office of Family Assistance. These studies address key
elements of organizational fiinctioning such as, (1) authority
- span of control, (2) communications, (3) specializations,
32
U.S. Commission on Government Inefficiency, Peter
Grace, Report to the President: Final Report (Washington,
D.C.; Government Printing Office, 1983), p. 13.
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and, (4) organizational change.
Simon begins by defining authority as "... the power
to make decisions which guide the actions of others." Simon
goes on to say that, "it is the relationship between two
33
individuals, one 'superior,' the other 'subordinate.'" Here
Simon suggests that the superior frames and transmits deci¬
sions with the expectation that they will be accepted by the
subordinate. The subordinate, on the other hand, expects
34
such decisions and thus his conduct is determined by them.
Clearly, Simon is suggesting that authority falls from the
top. This is refuted by Barnard who clearly believes in a
cooperative system and that true authority comes from the
bottom. Barnard contends that the subordinate gives the
authority figure the right to act in a manner of authority.
If the subordinate does not choose to do what is asked of him,
35
Barnard states that there is no authority. Barnard does
admit that organizations do not tolerate disobedience and to
alleviate it set up various types of punishments such as fines,
suspensions and even firings.
Simon suggests that because of "custom" the superior-
subordinate relationship is one that requires no further
explanation except that it is a socially "expected" norm of
33
Simon, Administrative Behavior, p. 124.
^^Ibid.
35 . .
Chester Barnard, The Functions of the Executive
(Cambridge, Mass.: Harvard University Press, 1938), p. J6.
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conduct; obedience is expected. Simon explains the uses of
authority by citing here major functions; (1) It enforces
responsibility of the individual to those who yield the
authority; (2) It secures expertise in the making of deci-
36
sions; and (3) It permits coordination of activity. Simon
further discusses the hierarchy and its division by pointing
out that all organizational structures provide a determinate
procedure that decides who is to make the decision and at
what level.
Simon notes that there is a functional authority in
organizations. This authority is seen through communications-
instructions, duties manual, etc. Through this functional
authority, duties of each member of the organization are
clearly delineated. Effective authority figures in an organi¬
zation lead it toward efficiency and effectiveness. Suggest¬
ing that authority is only one of a number of influences,
Simon notes that its distinguishing characteristic is that it




The ideal number of subordinates that one can success¬
fully supervise has been generalized regarding most adminis¬






for first level supervisors and 5 to 8 subordinates inexecu-
38
tive spans have been noted by Scott and Mitchell. Critics,
however, are quick to point out that it is almost impossible
to mathematically determine the number of persons one can
adequately supervise. Rather, and more importantly, the
effectiveness of supervision is determined by four other fac¬
tors which in combination situationally create "satisfactory”
39
or "unsatisfactory" spans of control. These factors include
1. Individual differences in managerial ability.
2. Effectiveness of organizational communication.
3. Effectiveness of formal control exercised over
operations.
4. Organizational philosophy on centralized versus
decentralization of authority.
Scott and Mitchell also state that current thinking
neoclassists stress that ideal spans are those which reduce
tight control through delegation of authority creating a
decentralized structure. Their argument is for a general or
democratic leadership climate reflected by a wide span of
control. This in essence implies that the neoclassists prefer
loose supervision.
Communication
The most important element of an organization is its
ability to communicate internally and externally. The pattern
^^William Scott and Charles Mitchell, Organizational
Theory! A Structural and Behavioral Ahalysis (Illinois:
Richard D. Irwin, Inc., The Dorsey Press, 1972), pp. 50-51.
^^Ibid., p. 51.
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of interaction in an organization is determined by the prin¬
cipal behavior systems in organizations. Involved are the
. 40
systems of authority, status and specialization. The com¬
munication pattern in an organization, therefore, results in
groups (clusters of people) who, by virtue of frequent and
free interaction within the limits of their own particular
groups, share goals and reality perceptions. Communications
in successful organizations must be equally shared throughout
the organizations. If thegoals of the organization are to be
met then good sound communication is essential. It is impera¬
tive that not only does the manager clearly instruct his/her
subordinates, he/she must also make certain that the subordi¬
nate understands exactly what is to be done.
Specialization
The division of labor is a basic construct for organi¬
zational theory and plays a significant role in the restructur¬
ing process. Scott and Mitchell view the term "specialization"
in organizations as a means to full efficiency. Scott and
Mitchell note that specialization requires the instruction of
persons whose specialties must be harmonized in order to
. 41
achieve the organizational goals. A problem, however, can
be attributed to the Scott and Mitchell assessment. Super¬
visors have often set up barriers around their unit away from
40
Victor Thompson, Modern Organization (New York:
Alfred A. Knopt Publishers, 1961), p. 104.
41
Scdtt and Mitchell, Organizational Theory, p. 51.
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the rest of the organization. The supervisor in this instance
feels that the superiors right is the sole source of influence
over his subordinates to maintain trust, loyalty, and to mono¬
polize communication. This greatly restricts free interaction
between units and as a result hurts the overall organization.
Another aspect of specialization must also be addressed;
that is, the functions performed by individuals. It is very
necessary for an organization to run effectively and efficiently
and to place persons in positions for which they are qualified.
The term "specialist" connotes expertise. If one is to be
regarded as a true specialist, certain levels of experience,
education and skill are assvraied.
Organizational Change
Perrow addresses change in organizations by stating
that the stability in an organization stems from routiniza-
42
tion of activities. Perrow notes that change is introduced
when the objectives of the organization are not met. This
clearly creates instability in organizations mainly because it
is the nature of hximans to resist change. Perrow suggests,
therefore, that changes not be abrupt and that management
select the least disruptive alternatives to begin with. In
large organizations, such as OFA, it is important that change
be a slow process. This is due in large part to the types of
42 ....
Charles Perrow, Complex Organizations; A Critical
Essay (New York; Scott Foresman and Company, 1972), pp. 70-
71.
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services provided, the need to motivate the employees, and to
avoid unnecessary instability as to undermine employee per¬
formance. The key here, however, is to remember that in any
organization, public or private, production is the name of
the game. Miles suggests that even with all of the new tech¬
nology and advancement in management functions and development
that an organization is nothing more than a collection of
4'
people grouped together to meet certain goals and objectives.
People not only create the technology, they operate the pro¬
cesses as well. Change in any organization is inevitable.
Organizational change is a way of attempting to keep abreast
of the ever changing technology that allow the bureaucratic
system to more effectively and efficiently provide services to
those who need them.
The significance of these studies for the organiza¬
tional functioning of OFA lies in the relationship between key
organizational elements and successful attempts of OFA (or
any other organization) to attain full efficiency and effec¬
tiveness.
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Raymond E. Miles, Theories of Management; impliea
tions for Organizational Behavior and Development (New York;
McGraw-Hill Book Company, Inc., 1975), p. 20.
IV. METHODOLOGY
As stated, the major goal of this study is to examine
the current structure of the Social Security's Office of
Family Assistance in Region IV, Atlanta. A part of that
examination involves assessment of the effect of structure
on organizational functioning. The primary research method
utilized was that of field research, consisting primarily of
the participant-observation technique of data collection.
While serving as an intern for the Office of Family Assistance
in Region IV, Atlanta, the role of participant-observer
allowed the writer to participate fully with the activities
of the unit. The research intentions of the writer were fully
disclosed to the organization.
This review is supplemented by an analysis of the
Grace Commission's report on policies and regulations among
human service programs, with special emphasis on OFA and AFDC
components.
Primary data for the study was obtained by utilizing
the research method of participant-observation and the com¬
bined methods of case study and content analysis. In addi¬
tion, secondary data was drawn from the available literature.
Data sources consisted of various federal and state reports,




The collection of secondary data was very relevant in
looking at the functions of the program and OFA staffing.
This data was used to set forth the purpose, content, and
legal basis of the OFA executive order, specialist, and the
actual program.
The writer here defines his use of the terms "effi¬
cient" and "effective" as it relates to this study as (1)
efficient - ways that the OFA can save money, (2) effective
- the manner in which OFA can reach the most people who need
their services in an adequate and timely manner.
V. ANALYSIS
Conceptual Framework for Analysis
The Office of Family Assistance affects the lives of
many United States citizens in many different ways. This
program maintains the lives of many Americans who are \inable
to provide the basic essentials needed to survive. The
writer views AFDC as a program that affords many of its
recipients a chance to go to school, clothe their children,
provide good nutritional meals, etc. This is a much needed
program that began fifty years ago to bring about some
equality among the have and have-nots in this cotintry. It
has been a humanistic social program in one of the richest
countries in the world.
The initial asstimption of this program was that the
recipients would receive adequate food, housing, clothing,
and other services that would maintain their lives in case of
loss of spousal support. Yet, there were always exceptions
leading to the growth of the social services to what they are
today.
Attention must also be directed toward the social
impact of inequities that have in essence disassociated AFDC
recipients. They are looked down upon as persons who are
unwilling to work and who have no intentions of ever going to
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work and adhere to the American work ethic of "pulling them¬
selves up by their own bootstraps." The OFA along with the
National Labor Relations Board is well aware of the stereo¬
typical attitudes and have attempted to alleviate the problem
by introducing various work programs to shorten the ever-
increasing AFDC roll.
It must be pointed out that technology has played a
role in the growth of AFDC. Technological innovations such as
computers, transportation, improved telephone service, tele¬
vision and radio and the abilty of the newsmedia to quickly
get the changing news all across the country have made more
persons aware of the services provided by the OFA and have
thus been responsible for some of the continued growth.
Over the past five decades. Congress has enacted
various pieces of legislation with provisions, which have an
impact on the assistance services to the elderly, blind, dis¬
abled, survivors and other needy categories of persons. The
concern of the national government for human service delivery
has grown from a handful of depression era programs to a vast
array of grants-in-aid programs designed to assist all Ameri¬
cans in achieving economic and social self-sufficiency. Na¬
tional, state, and local governments have all in some way
undertaken the task of administering programs to those Ameri¬
cans who need employment, health care, social services, and
educational assistance. The federal, state and local govern¬
ments feel that the cornerstone of the ultimate success or
failure of the hximan service delivery system stems from the
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ability of these programs to reach the many who need them.
The federal government is also concerned with the
structure needed to successfully run such programs. This
includes the number of people, authority patterns, and neces¬
sary roles and functions.
Currently, the organizational structure of OFA is not
an adequate one if the Reagan administration's cost-reduction
proposals mentioned earlier are to become reality. The writer
does not contend as does Grace, that the recommendations for
legislative change will effectuate organizational change in
OFA. There are other areas that require attention; among these
are staff size and associated problems. Moreover, there
remains the clear and growing need for dependable and effi¬
cient managers in the human service delivery system.
To that end, a viable way of reorganizing the current
structure of OFA to benefit the recipients, the administra¬
tion, and the organization is suggested. The primary concern
is to assure that a structure be conceptualized that would
operate "efficiently" by saving the federal government money
and effectively by reaching the many who need the services
that OFA provides. In this analysis, various alternatives are
addressed with the intention of delivering the best alterna¬
tive structure possible that will lead to an effective and
efficient organization with full service delivery in mind to
the many who need them.
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Authority Structure
The Office of Family Assistance, Region IV, Atlanta
currently employs sixty-one employees in various fiinctions.
The positions range from grades 4 through 15. This includes
all secretarial as well as professional staff.
As previously mentioned, the current structure is
based on the results of recommendations of a 1976 review of
OFA. That review however, had very little impact either on
the administration of the program or on the staffing of the
OFA.
Figure 3 shows the personnel in OFA in Region IV,
Atlanta as of December 1985. This chart will be further
explained by disucssing the "line of authority" in the organi¬
zation. The line of authority begins with the Regional Ad¬
ministrator and flows down to the State Program Officers
(SPO's). One SPO is in charge of all financial personnel,
namely the Financial Management Specialists (FMS). This SPO
also has on his team two (2) Computer Specialists, Staff
Accountant, Manpower Management Specialist, four (4) State
Program Specialists (SPO's), and four (4) Family Assistant
Program Specialists (FAPS). The SPO on the other team, how¬
ever, is in charge of four (4) SES's, four (4) FAPS, Computer
Assistant, and the AFDC-QC Branch Chief. The AFDC-QC Chief is
the overall supervisor of the Quality Control staff with two
supervisors beneath him. One of the two QC Supervisors has





FAPS-Family Assistance Program Specialist
QCS-Quality Control Specialist
FMS-Financial Management Specialist
Source: U.S. Department of Health and Hvunan Services,
Social Security Administration, Office of Family Assistance,
Family Assistance Regional Handbook Guide (General Schedule
1/85), Central Office Publication (Washington, D.C.: Govern¬
ment Printing Office, 1985), p. 32.
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and the other supervisor has seven employees under his super¬
vision. The statistician is on one team but answers to both
SPO's as heeded.
The line of authority for the Regional Administrator
shows that position as directly supervising sixty-one employees.
The SPO's supervise thirty-five employees and twenty employees,
respectively. The structural problem is that for the sixty-
one employees of OFA and QC, there are currently six (6) super¬
visors. Functionally, this would mean that there are ten (10)
staff members for each supervisor, which is clearly what the
span of control calls for in looking at the number of employees
one can effectively supervise. In theoretical terms this may
be true, but in practical terms it is not.
Management Styles
The Regional Administrator and the State Program Offi¬
cers all have very different personalities. These different
personalities are reflected in the way duties and responsibi¬
lities are dispensed and carried out by staff.
The way in which the duties and responsibilities are
carried out varies with the team on which they work'. This is
basically because of the different value systems that the SPO's
seem to hold. For example, one of the SPO's is a former col¬
lege professor and military man, the other is a liberal-minded
female who struggled to reach her current position. In essence
we have democratic views on the one hand and very strong authori
tarian views on the other. These views are translated into
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supervision and hence organizational functioning. Authori¬
tarian viewpoints on the militaristic side and democratic
viewpoints on the other, are seen in the performance of the
employees of both teams. On the one hand (democratic), one
witnesses motivated employees who feel relaxed and that they
are contributing to the total team concept. On the other
hand (authoritarian), there are less motivated employees who
are told to follow the guidelines and proceed as "ordered."
It must be pointed out that the Regional Administrator is
responsible for bringing these two different approaches of
management Style together so that the end result reaches the
intended primary objective and that team members carry out
what is expected of them by the organization.
The major problem that arises here is in the area of
productivity of the employees on the various teams. For an
example of this the position of State Program Specialist is
utilized. This position is chosen because it is one that both
SPOs have equal supervision (there are four FPSs on each team).
The democratic minded SPO allows decisions to be made by her
SPSS and as a result the SPSs feel that they are allowed to
participate in the selection of the assignments as well as
being given some latitude in carrying them out. This allows
the SPSS some flexibility in carrying out their duties without
\uidue pressure. As a result workers under the democratic
minded SPO show a higher rate of productivity and less dissen-
tion. On the other hand, the SPO that utilize the authori¬
tarian approach to management does not allow his stabordinates
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to have much input in the decisions made. Here, decisions
are made from the top with little or not input from the
subordinates. It was found that in this instance employees
were not as motivated to do a good job, but in essence were
only concerned with meeting assigned deadlines. Moreover,
the workers are less enthusiastic about their assignment, and
productivity is also much lower as compared to the group under
the democratic minded supervisor.
Span of Control
In addressing the span of control theory as an example
the writer notes a passage from the Bible that deals with
Moses organizing the exodus of the Israelites. The difficul¬
ties that Moses met and the departmentalization he employed to
meet them are recounted in Koontz and O'Donnell's quotation
of Exodus 18:17-26, in which it is recorded that Moses' father-
in-law, noticing that Moses was spending so much time giving
counsel to so many individuals, advised him as follows:
The thing thou doest is not good. Thou wilt surely
wear away, both thou and this people with thee ...
thou Shalt provide out of the people able men ...
and place such over them (the people) to be rulers
of thousands, and rulers of hundreds, rulers of
fifties, and rulers of tens .... If thou shalt do
this thing, and God command thee so, then thou shall
be able to endure, and all this people shall also go
to their place: The hard causes they brought unto
Moses, but every small matter they judged themselves.^
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Harold Koontz and Cyril O'Donnell, Principles of
Managment-Span of Management (New York: McGraw-Hill Book
Company, Inc., 1975), p. 20.
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Organizations must decide how many sxibordinates can
be managed effectively by their superiors. The Biblical
example clearly shows that in an organization such as the
present OFA, there are too many directing supervisors direct¬
ing an already structured group of individuals who have clearly
designated tasks.
As shown in Figure 3, the present organization depicts
a top-heavy hierarchy within the OFA. There exist a Regional
Administrator who directs the SPO's, the SPO's direct the SPO's
and the FMS's along with the SPO * s. There are too many super¬
visors directing a professional staff of men and women who in
essence, have repitious jobs and as a result do not require as
much supervision.
Communications
The Regional Administrator dictates to the SPO's what
problems are occurring in the states. The SPO's then assign
those problems to one of the members of the state team. A
response is then sent back to the Regional Administrator and
the State Administrator.
This process is a very simple one in that the policies
and procedures set forth by the central office to govern the
entire OFA, as well as the state agencies, are very structured.
The Central Office of OFA distributes various forms to cover
any and all situations that may occur within the agency as well
as in the states. Every review, consultation, state visit, etc.
is to be handled in a manner set forth by the Central Office.
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The duties then of the Regional Offices are to see that these
well-structured policies are adhered to by the states. Here
communication problems exist internally and externally. The
flow of communication is downward only. Situations are dif¬
ferent in each region and should be handled accordingly;
flexibility must be allowed. Communication from the Regional
Office to the states as well as to the Central Office are an
intricate part of serving the public effectively. In any
organization, communication is a critical part of the smooth
and effective operation of that organization. Another major
problem in communications in OFA stems from the top-heavy
hierarchy. Here supervisors, as Scott and Mitchell suggested,
feel that the subordinate group is a part of their little
domain and should be runned accordingly. In doing this, the
various supervisors have a tendency to relay messages to their
subordinates in different ways. The interpretation is given
to the subordinates the way that the individual supervisor
(SPOs) sees fit.
More importantly, as communication flows downward
through the organization, it is often distorted and the
employee at times receives information that is totally dif¬
ferent from the original communication. The current communi¬




As noted, there are as many as eight (8) to twelve
(12) employees in one state. The OFA structure for the State
of North Carolina, for example, is depicted in Figure 4 and
FIGURE 4
STATE PROGRAM STAFF ORGANIZATION
Source; O.S. Department of Health and Human Services,
Social Security Administration, Family Assistance Regional
Handbook Guide (Washington, D.C.l Government Printing Office,
1985), p. 32.
clearly shows that there are as many as twelve positions in
OFA involved in overseeing one state. This does not take
into account administrative and team secretarial support.
The job descriptions for the positions of the Regional Admin¬
istrator, State Program Officer, State Program Specialist,
Family Assistance Program Specialist, and Financial Manage¬
ment Specialist, are listed in Appendix A.
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In reviewing the job descriptions of the various posi¬
tions, it is easy to see that there is an overlap in the posi¬
tions of State Program Specialist and State Program Officer.
There is also an overlap of duties between the State Program
Specialist and Financial Management Specialist which strongly
supports the 1976 review of OFA. Exhibit 2 depicts similari¬
ties of positions.
EXHIBIT 2
SIMILARITIES IN JOB DESCRIPTIONS, OFA
State Program Officer 1.
and
State Program Specialist 2.
3.
4.














Reviews state policy for
federal compliance
Provides comprehensive
assistance to states in
interpretation of federal
laws and regulations
Source: U.S. Department of Health and Human Services,
Social Security Administration, Office of Family Assistance,
Family Assistance Regional Handbook Guide, Central Office
Publications (Washington, D.C.; Government Printing Office,
1980), pp. 120.1-120.2.
Indicating the collective personnel responsible to
the State of North Carolina, Table 1 shows expenditures for
salaries for a state this size.
43
TABLE 1
POSITIONS AND SALARIES OF STATE PERSONNEL
NORTH CAROLINA
Position Grade Salary
Regional Administrator GA-15 $ 67,940
State Program Officer GS-14 57,759
State Program Specialist GS-13 48,876
Financial Management Specialist GS-12 41,105
Family Assistance Program Specialist GS-12 41,105
AFDC-QC Branch Chief GS-12 43,864
AFDC-QC Supervisor GS-12 41,105
AFDC-QC Specialist GS-11 29,897
Regional Office Clerical GS-05 14,390
Program Analyst GS-12 41,105
Staff Accountant GS-13 48,876
Coxampter Specialist GS-13 46,370
Computer Assistant GS-16 18,906
Statistician GS-13 45,117
Total Annual Salary $503,910
Source: Extracted from U.S. Department of Health and
Hviman Services, Social Security Administration, Office of
Family Assistance, Family Assistance Regional Handbook Guide
Schedule 1/85 (and selected unpublished documents), Central
Office Publications (Washington, D.C.: Government Printing
Office, 1985), pp. 33-34.
There are eleven positions that range from the GS-5
series to the GS-15 series. The total salary costs for this
area if $503,910 per year.
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Clerical Positions
Another important issue in Region IV is the OFA cleri¬
cal positions. The present organizational chart as depicted
in Figure 1 shows that there are six (6) clerical positions in
the current structure of OFA. This chart also shows that of
the six (6) clerical positions, two (2) are presently vacant.
The Lead Secretary in OFA, in 1985, was promoted to
the position of QC-Specialist, and the Lead Secretary in QC
was promoted to a Financial Management Specialist in OFA. The
writer views this to be a problem in that the clerical staff
are not proficient in the fields selected for them by way of
promotion. This type of inter-office promoting obviates any
forecasting that may have been instituted in the organization.
Moreover, the clericals are not being replaced, thus creating
a burden on the profesional staff who feel that they should
not be responsible for clerical duties. This in essence has
caused undue pressures on the professional staff and as a
result, reviews are handled more slowly.
Another problem in promoting clericals is that the
background training of the candidates for promotion is suspect.
Does on-the-job training constitue formal training? In some
types of positions this may be true but in highly professional
positions such as the positions held in OFA, this is not the
case. There must be some type of formal training for the can¬
didates for the position of management of OFA. The work of
the staff is responsible for millions of dollars a year.
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The primary function of the manager of OFA or any
organization is to assemble individuals into productive
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organization members. This does not call for the mainten¬
ance of additional personnel and the overlapping of assigned
duties, but places a challenge on the forecasting techniques
of the manpower planning staff.
The human resources managers are responsible for the
job descripions of personnel. They are also, in essence,
responsible for overhiring personnel for the same type posi¬
tion as illustrated in the SPS and SPO example.
If an organization is to be a viable one, cost must
be taken into account. This has been a problem with the
federal government largely because it supposedly is not a
profit-making organization and does not have to look at the
(ROI) return on investment, as does the private sector. The
Grace Commission report on the Federal government clearly
pointed out that the hiring practices of the United States
government are made without true interest in cost versus
benefit. In the ROI approach, systems emphasize that man is
a unique entity requiring individualized consideration. At
the same time, however, the enterprise is also looking for
maximized production from the individual, the best possible
person for the job and a prime candidate for promotion at the
right given time. This takes us back to the problem of
elevating clericals to professional positions within the
45
Megginson, Manpower Planning and Forecasting; A
Behavioral Approach, pp. 27-28.
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organization. Megginson points out that an adjustment of the
workforce on an immediate need basis has certain weaknesses.
Ttoong these weaknesses are hurried and indiscriminate selec¬
tion, which prevents a thorough survey of available talent; a
rapidly acciimulating backlog of work; and inadequate training
of new employees.
Megginson further points out that when clericals are
elevated to higher professional positions, the problem of
hiring employees in positions that he/she may be incapable of
handling exist. If that employee enters the upward stream
and becomes an incapable manager, grave problems for the
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organization will exist.
While it is not suggested that clericals should not
be elevated, OFA, in order to carry out its mission, must hire
suitable and well-trained individuals to fill vacant positions.
Alternative Structures
In many instances of organization restructuring, or
"personnel re-shuffling," managers have a tendency to relieve
the clerical staff of their positions first. The clerical
staff of an organization are very often the lowest paid of
the entire staff. This is also a position that through the
years has shown a large degee of high turnover (employees do






In order to successfully reorganize in any organiza-
ton, the administrative staff must first be addressed (Is the
executive order carrying out the functions as effectively as
possible?). The line managers should be addressed secondly
and down the ladder of the organization. Just as the flow of
decision making comes from the top so must the reorganizing
of the OFA.
Alternative 1
Alternative Onewould be to leave the organization as
it is. A reduction in force here would only create more
problems. To insure that the services now provided will be
provided in the future, a "status quo" approach may not only
be appropriate but necessary. Another important point that
must be made here is that under the current civil service
system it is very difficult to terminate employees.
Alternative 2
The second alternative would be to eliminate the SPS
positions. In order to do this the writer suggests that the
SPO's replace the SPS's and fall under the authority of the
Program Analyst. The SPO's under this structure would have
the same responsibilities that the SPS's currently have.
They would in essence be the State Team Supervisors. The
major difference under this proposed structure and the present
one is that under this structure the SPO's would have the same
responsibilities as the SPS's. Another major difference under
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this proposed structure and the present one is that the SPO's
would have four (4) states each to supervise rather than one
state each.
Alternative 3
A third alternative is the establishment of a more
streamlined organization that can meet the needs of the public
it serves. The Regional Administrator's position is absolutely
necessary for a smooth and efficient organization. The leader¬
ship of any unit must be stable and at all times in charge of
what transpires in his/her office. Subordinates do not neces¬
sarily have to respect the man/woman in the position, but
surely must respect the position. The Regional Administrator
has overall responsibility for the administration of the
federal role in (AFDC) Aid to Families with Dependent Children
T, 48Programs.
Under the current structure of OFA, the position of
Deputy Administrator (DA) has been established by the Central
Office. The position of DA is an important one in the func¬
tioning of OFA. When an agency spends as much money as the
OFA, there is a definite need for a check and balance system
to make certain that funds are being spent as intended.
The da's responsibilities in OFA would be varied. He/
she (1) would act as RA in the absence of the Regional Adminis¬
trator, (2) coordinate activities involving Urban Welfare
^®U.S. Department of Health and Human Services, Social
Security Administration, Office of Family Assistance, Family
Assistance Regional Handbook Guide, Central Office Publications





Conferences, (3) coordinate policy matters, (4) review the
Federal Register for significant issues relating to OFA, (5)
coordinate staff training on policy issues, (6) monitor
state team activities on completion of items of OFA work
plan, and (7) coordinate with the Program Analyst.
Under such a proposed plan the SPO positions would
be completely eliminated. The SPO's responsibilities would
be completely assvimed by the DA's position. As implied
earlier, the state teams consist of professional staff mem¬
bers who carry out very structured procedures as overseen by
the Central Office. There appears to be little need for over¬
lapping supervision. The DA's function would be to oversee
the state teams and answer to the Regional Administrator, the
same as the SPO's are currently doing. This would eliminate
two current positions and thus decrease line of authority
between the RA and his immediate staff, and decrease costs.
Directly under the DA would be the position of Pro¬
gram Analyst (PA). The PA then would be responsible for (1)
providing the RA and DA with coordinative, consultative, and
analytic services on program and administrative matters, (2)
resolve priority problems that may be sensitive and warrant
the direct attention of the RA, (3) coordinate the develop¬
ment of annual work plans for achieving short and long range
goals and objectives of the OFA Regional Office, (4) provide
advice and assistance to the RA on a variety of issues
affecting OFA, (5) evaluate and coordinate the disposition
of all technical material entering or leaving the RA’s office.
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identifying items that need immediate attention and (6)
develop and organize various studies that have a substantial
effect on the administrative portion of family assistance pro¬
grams within the regions.
The next area of consideration in this reorganization
plan is to eliminate the positions held by the Family Assist¬
ance Program Specialist. The Family Assistance Program
Specialist responsibilities in OFA heavily overlap the respon¬
sibilities currently held by the State Program Specialist’s.
There are eight State Program Specialists presently on board
in Region IV, Office of Family Assistance and eight Family
Assistance Program Specialists. In reviewing the job descrip¬
tions of the Family Assistance Program Specialist, the State
Program Specialist's and the Financial Management Specialist,
the Family Assistance Program Specialist position can be seen
as a cross between the State Program Specialist and Financial
Management Specialist positions. The Family Assistance Pro¬
gram Specialists are expendable under this new organization
design. This in no way places an overload of work on the
SPS's or the FMS's. On the contrary, it takes away some of
the slack time now enjoyed by the staff.
The FMS positions are very important positions in OFA
and would remain the same under this new structure. The
clerical positions would be held intact as well.
To further improve the current structure, the QC
Branch of OFA would remain the check and balance system
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of AFDC-QC. Cutbacks here would be in supervisory personnel
since one of OFA's structural problems is a top heavy hier¬
archy .
Under the current structure, QC enjoys a Branch
Chief, two (2) AFDC-QC Supervisors and the Program Analyst.
All are directly accountable to the Branch Chief. This reor¬
ganization calls for the administrative line-of-authority to
fall from the Branch Chief, to the QC Supervisors, to the
Program Analyst and then to the QC Specialist. The clerical
positions would be assigned to state teams with a staff of
four.




ORGANIZATIONAL SETUP AFTER REDUCTION
ALTERNATIVE 3
VI. CONCLUSIONS AND RECOMMENDATIONS
In reviewing the stated alternatives, the writer
views Alternative 3 as the best overall method of restructur¬
ing OFA. This alternative not only restructures but also
reduces the staff of OFA in a manner that does not signifi¬
cantly decrease the services currently provided by the OFA
in Region IV.
As previously noted, the primary concern here was to
devise a plan that would lead to a more efficient and effec¬
tive staff that now exists. The elimination of the (8) eight
FAP positions enables the new structure to lessen the "slack
time" created by the old structure. The remaining staff will
have certainly more responsibility over the period of one
year than currently exists.
Another key factor in Alternative 3 is to recreate
the position of Deputy Administrator. The notion here is that
two heads are better than one. Together the two top adminis¬
trative positions can effectively oversee what is being dCrne
in the states. This would also eliminate the problem of
varied personalities in line authority positions. The RA
and DA would be in direct contact with various state staffs
on an individual basis as well as collectively.
An example of the need for such a strategy lies in the
fact that Region IV now employs sixty-one employees. Its
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total budget for personnel is $1,000,681. This is an astro¬
nomical figure for any regional office. The reduction of key
upper level positions will greatly reduce this figure.
The proposed reductions in salary would be in the
area of $328,000 annually. The staff, on the other hand,
would be decreased by eight to ten positions for an overall
reduction of staff salary by $442,840. This figure would
include the positions of FAPS and SPO's. Not only will it
reduce the overall budget, it will also alleviate "on-the-
job vacationing," (where employees come to work for eight-
hour periods and do not produce in any way) and "on-the-job
retirement positions" (where employees come to work every
day and basically wait for the clock to strike 4). The
reduction would call for sharp individuals in the remaining
positions who can carry out instructions with very little or
no instruction.
This certainly is a large reduction in salary and a
6 percent reduction in force. This would greatly enhance
the effectiveness of the overall agency and lead to more
efficient practices in other agencies. In light of staff
interview responses, this is a desirable and attainable solu¬
tion to the problem.
It is apparent here that there is a definite need to
decreast the size of all federal offices. For too long,
studies such as the Grace Commission have shown that govern¬
ment spending has become excessive. This study offers a
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plan that can be applied to a niomber of similar agencies to
reduce human resource waste.
In his re-election bid. President Reagan stressed
the importance of reduced government and an end to deficit
spending. Alternative 3 is a plan that can be instituted
over a two to three-year period to achieve that goal. This
would allow attrition to run its course during the retrench¬
ment period. Table 2 shows the timetable to be utilized.
TABLE 2











1 - 6 - 12 - 18 - 24 - 30 - 36
Number of Months
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The time-phased chart shows the 6 percent reduction
over a three-year period with one-half percent in just six
months and culminating with the full 6 percent by the
thirtieth to thirty-sixth month. This again would allow
attrition through illness, relocation, promotions, etc.
The following recommendations are varied in approach
and detail and represent the writers assessment of the most
beneficial approaches to the solution of the overstaffing
problems facing the Office of Family Assistance and the
structuring of a more efficient agency.
1. The federal government needs to do more indepth
reviews of the state programs that it finances. This would
include needs assessment, evaluation, planning, coordina¬
tion and audition.
2. A network for communication among federal, state
and local agencies should be established.
3. State administered programs should be more closely
in line with one another to promote more consistency.
4. More stringent evaluation of managers and their
functions within OFA is needed.
5. State Teams need to be on a rotating basis every
two years where the entire team of a state rotates to
another state. This would, in essence, allow the State
Teams a chance to monitor the states as well as the OFA
itself.
6. Cutback management methods should be stressed
whenever possible throughout the organization to reach
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full efficiency.
7. Positions in OFA should be filled by persons
with sufficient training and educational background that
will enable them to do a more proficient job. Formal
training should be a prerequisite to the candidates'





This position is located in the Office of the Regional Admin¬
istrator (RA), Office of Family Assistance (OFA). The posi¬
tion is established to collect and evaluate data relating to
the OFA administrative practices; identify areas of inadequa¬
cies; and establish methods to improve internal communication.
MAJOR DUTIES;
— Assist a technical staff employee by collecting and com¬
piling data regarding specific assignmehts, e.g., tracking
travel and training allocations. Participates in making
recommendations to the RA to correct probelms or modify
current.practices.
— To a limited degree in statistical areas, provides assist¬
ance to the Statistician and the Financial Management
Specialists by comparing current financial reports and
statistical read-outs with prior year reports and prepares
write-up of difference for use by a professional staff
member.
— Assists in special manpower management studies by review¬
ing and analyzing data in areas such as: awards, person¬
nel, labor-management activities, timekeeping, etc., to
identify trends and shortcomings. Participates in making
recommendations for correcting inadequacies.
— Assists in annual projects and reports such as: furniture
and equipment inventory, printing, telephone inventory, etc.
Prepares reports as directed by staff member.
— Assists in the development of more effective office com¬
munications, e.g., work flow, work distribution, mail,
files and records, etc.
Performs other related duties as assigned.
FACTOR 1, KNOWLEDGE REQUIRED
— General knowledge of OFA organizational structure, mission,
function and processes.
— Knowledge of methods and techniques of research, collec-
ton and evaluation.
— Ability to make sound judgments, conclusions, and recom¬
mendations .
— Ability to speak and write clearly.
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FACTOR 2, SUPERVISORY CONTROL
Technical and specific instructions are provided by a profes¬
sional staff member. Other instructions are general and
allow for judgment in applying OFA policies and accepted
practices. Completed work is reviewed for adherence to
policy, appropriations, and adequacy by the supervising RA.
FACTOR 3, GUIDELINES
Guidelines are available in the form of manuals, requisi¬
tions and procedural instructions. They are explicit and
applicable to individual assignments.
FACTOR 4, COMPLEXITY
The work includes special assignments which have different
and various processes and methods and require a high degree
of understanding of nvunerous methodologies and techniques.
FACTOR 5, SCOPE and EFFECT
The work performed has region-wide implications. Work pro¬
ducts and results of studies and projects affect the reli¬
ability and accuracy of data submitted from the OFA RO to
other components and our Central Office.
FACTOR 6, PERSONAL CONTACTS
Personal contacts are with staff personnel in the eight
states in Regional IV, staff members from other components
within DHHS and staff in our OFA Central Office.
FACTOR 7, PURPOSE CONTACTS
Contacts are made to request and provide factual informa¬
tion necessary to complete assignments.
FACTOR 8, PHYSICAL REQUIREMENTS
There are no unusual physical efforts required.
FACTOR 9 , WORK ENVIRONMENT






Provides leadership and direction to the
State Team to assure State compliance with
Federal regulations; efficient State
administration of the program.
Provides consultation, assistance directly
to States only on rare or exceptional basis.
Establishes priorities for Team relative to
regional and national objectives.
Monitors completion of objectives by State
Team members.
Directs negotiation with States on program
policy, procedures and financial matters.
Evaluates effect of Federal policy changes
in all assigned States and alerts Team
members to areas for negotiation
Analyzes practices in assigned States and
nationwide as available in resolving common
problem areas.
Prepares travel allocation requests and
approves travel requests from Team members.
Reviews trip reports for trends in State
programs and for evaluation of effective¬
ness of Team members' activities.
State Program Specialist GS-13
Responsible for overall State management
of AFDC program. Negotiates with State
Agency and other external agencies.
Mediates negotiations between State agency
and Federal components.
Reviews fiscal reports for trends, status
of program development, 6tc.
Reviews State plans for compliance with
Federal regulations.
Provides authoritative advice to States.
Coordinate with staff accountant on review
of cost allocation plans.
All aspects of State's AFDC operations,
policy, financial, operational, management,
development, and data processing systems.
Serves at the decision making level as the
focal point for all activities
Participates in the development of national
policy through comments to i.Central Office
on early draft of regulations or revisions.
Does performance evaluation for Team members Identifies need for change or clafi-
fication of national policy and
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